This chapter provides two comparative case studies focusing on the roles of small businesses in the development of a new niche market and traces their interaction with small communities. The cases are set within the context of the development of commercial leisure viewing of humpback whales (Megaptera novaeangliae) in two coastal communities in Australia. Small businesses have been able to successfully develop a new niche market in one destination, but failed to in the other. These different outcomes are related to the economic developments and benefits in one destination while in the other region, social values appear to have dictated limits to the development of whale watching. The cases also provide insight into the dynamics of entrepreneurial development, the formation of supplier networks and the consequent development of standardized products.
Introduction
This chapter discusses and compares the development of a new niche market in two coastal resort destinations on the East Coast of Australia. The research draws on two cases, part of a larger study focusing on the development of new types of tourism products in established resort destinations. These cases utilize data 'triangulation' (Jick 1983) to develop an event history of the development of commercial aspects of viewing of humpback whales in Australia. Data is drawn from in-depth interviews with wildlife experts, industry and community leaders, archival analysis and personal observation. This has allowed a number of key events in the development of this specialized niche market to be identified. The chapter discusses the development of latent demand arising from increasing interest in environmental issues and the serendipitous recognition by an experienced entrepreneur of whale watching as a new business opportunity. However, the local community was reluctant to see a full development of this business sector in one resort destination while in the other case examined here, many local small businesses were able to benefit from the development of whale watching.
From whaling to whale watching
The development of whale watching in Australia is based on the remarkable changes in general community attitudes to the environment and to the recovery of whale populations after near extinction. Australia, along with many other western countries, has a history of catching and processing whales from small ships that began as early as the late 1700's and is memorably described in Moby Dick (Melville 1926) . Whale products such as oil and baleen were in fact amongst Australia's first exports (Tucker 1989 
Methodology
There is a strong tradition for the use of case studies in examining dynamic tourism phenomena. Recent examples of tourism case studies in these areas include the effects of a natural disaster on the Town of Katherine and of the dynamics of change on the Gold Coast, Australia (Faulkner 2000; Russell & Faulkner, 1999) . Two basic types of case research, single case design and multiple case designs are noted in the literature (Yin 1994) . Multiple-case designs have distinct advantages and disadvantages in comparison with single case designs. The evidence from multiple cases is considered more compelling, and the overall study is often considered more robust. Multiple case study research typically examines a phenomenon with the focus on causation so as to explain the 'how and why' of historically and/or culturally significant phenomenon (Ragin & Becker 1992) . However, the conduct of a multiple case study can require extensive resources and time beyond the means of a single student or independent research investigator (Yin 1994). Pearce (1993) suggests that comparative case studies are commonly used in situations with small numbers of cases and large numbers of variables.
The three main techniques used in this research are convergent interviewing, archival analysis and triangulation. Three other research techniques were also used to supplement these primary techniques; face-to-face and telephone interviews as well as affinity group in-depth interviews (Decrop 1999; Hartmann 1988; Oppermann 2000; Ralston & Stewart 1990; Richins 1999) .
Convergent interviewing was chosen as the method for use in interviewing. Dick (1987) views convergent interviewing as multistage or cyclic data-collection and interpretation. At each stage or cycle the questions and the interpretation of the responses need only be specific enough to allow the next stage to be designed. The interpretation of the data converges gradually towards its final form. The convergence occurs both within each interview, and from one interview to another. Both content (subject matter) and process (details of the interviewing process itself) can converge over the course of interviews. Convergent interviewing leaves the content unstructured, but structures the process very tightly. It starts in a very open-ended way, which confers flexibility. The structured process provides a means for dealing with the large amounts of data that is produced.
To use convergent interviews efficiently, an interviewer looks for two patterns in the emerging data. Patterns of convergence or agreement, and discrepancy or disagreement are examined. These provide the criteria for deciding whether to analyse particular data further, or discard them. Each interview terminates when the respondent has no more to say, and the interviewer is satisfied that the data meets three other criteria. Firstly, an overall pattern can be seen in the data, or at least the key information has been identified. Secondly, as far as possible all convergence from prior interviews has been confirmed (or disconfirmed). Thirdly, all discrepancies explained if possible. The series of interviews terminates when fairly clear agreement emerges between all or most people interviewed, and where their differences are explained. The views expressed by those interviewed are seen by the interviewers to converge to one or a small number of distinct views on the topic being investigated.
The second major research technique used in this thesis was archival analysis. Lincoln & Guba (1985) distinguish between documents and records on the basis of whether the text was prepared to attest to some formal transaction. Thus records include statistical data collections and newspaper articles while documents are of a personal nature: diaries, memos, etc.
Triangulation is based on the triangle analogy, which implies that a single point is considered from three different and independent sources. Authors like Jick (1983) consider triangulation as mixing qualitative and quantitative methods, advocating that both should be viewed as complementary instead of rival camps. Triangulation has also received attention in qualitative research as a way to ground the acceptance of qualitative approaches (Denzin 1978) . Triangulation as a research technique enhances the trustworthiness of qualitative data (Decrop 2000) , although other approaches are also available such as testing rival explanations, looking for negative or atypical cases, or keeping methods and data in context. Triangulation limits personal and methodological biases and enhances a study's generalizability. Four basic types of triangulation have been discussed (Denzin 1978) . These are data sources, methods, investigators, and theory triangulation. In this study the triangulation approach adopted is based on method and data triangulation.
In addition to collecting data, the researcher sought confirmation from the respondents or other sources that the material collected was valid. This involved providing transcripts and feedback to respondents on the findings of the research. Zealand, Canary Islands, Japan and Norway (Hoyt 2001) . Cousteau & Paccalet (1988:23) write that in 1988, whale watching was a significant economic activity in Cape Cod Newfoundland, San Diego, California (300,000 people on land and sea) and Peninsula Valdes Argentina (36,000 per year). In fact they suggested at that time that the "popularity of whales is such that 'nature safaris' to breeding lagoons are beginning to be problematic". A third wave of whale watching destinations became popular in the 1990's including Iceland, Philippines, Indonesia, Hong Kong, Tonga and Taiwan (Hoyt 2001) .
Whale watching has been seen as a wildlife tourism activity and is 'often located under the broad banner of eco-tourism' (Muloin 1998:201) . It is distinct from a simple outing on a boat as whales are a central focus for the trip (Orams 2000) .
Humpback whales are amongst the largest living mammals, yet the business of viewing them is almost exclusively operated by small companies. Individual boat owners and operators typically conduct commercial whale watching operations. Most commercial operations are water based activities although both air and land based operations are also found. Land based whale watching tends to be non-commercial in nature. At some locations the migrating pods of whales pass very close to high cliffs, or they may congregate there for short periods, making an easy spectacle for people enjoying unrestricted access to cliff top parklands. Water based tours tend to be for ½ a day or a day in length although a number of other formats are available (for example dawn and dusk tours). The duration of tours is largely determined by the proximity of whale viewing areas to the local harbour, although other factors include the degree of expertise of the boat captain and the levels of interest and commitment of the passengers. The boats tend to be quite small, and can be uncomfortable in certain combinations of wind and water conditions. The overall growth of whale watching between 1955 and 1998 has been rapid as shown in Figure 2 (Hoyt 2001) . This information has been based on survey data collected from whale watch operators, tourism departments and researchers by Erich
Hoyt. This data must be viewed as indicative only since it is based on a sample survey method. However, the overall pattern suggests that whale watching became significantly more popular in the 1980's and continued to grow in popularity, at least until 1998, when the last survey was conducted. Hoyt estimates that in 1998 whale watching around the world provided direct expenditure of USD$300 million with over 9 million visitors undertaking commercial whale watching. Hoyt also estimates that whale watch numbers grew by around 14% annually between 1994 and 1998. Byron led to this successful event to be discontinued. Land based whale watching, however has continued and is now supported by interpretation from the SCUWRC during the peak of the northern whale migration in June/July. These activities remain free of charge. In 2002 interpretation consisted of whale information leaflets, whale researchers able to provide commentary, hydrophones so that whale 'song' could be heard, and computer plots of whale movements to facilitate better viewing of passing whales.
Currently, one operator conducts water-based commercial tours from Byron Bay on which according to his publicity material it may be possible to view whales close up.
These tours cost in the vicinity of $A 80. The development of water-based whale viewing in Byron Bay is restricted because of the concerns of the CBT about possible negative impacts on the whale population. In particular, access to the water is through land controlled by the CBT. Thus they are able to exercise control over water-based whale watching. Some incidental water based whale watching occurs during scuba diving and kayak tours that take place of Cape Byron. Thus, whale watching as a commercial activity is at a very early stage of its development in Byron Bay. On returning from the first trip, the local television studio and paper were contacted and immediately provided media coverage. They began whale-watching tours three days later on his fishing boat to immediate success. As a result competitors began to also offer tours from the local harbour.
'We leased another boat and between those two boats we carried three and a half thousand people. By the end of that first season there were six boats operating. We were running two of them.' Whale watch Operator
In the second year (1988) they again operated two boats, one a larger 188 passenger capacity vessel, and carried 11,000 of the 13,000 total whale watchers during the season. In 1989 there were 21 operators offering whale watch tours. In that year, the Queensland National Parks and Wildlife Service issued licences to all 21 operators. 
Analysis of the development of whale watching
A number of features distinguish the evolution of a niche market in Hervey Bay in whale watch tourism from the relatively immature status of the sector in Byron Bay.
Out analysis of the experience documented here of these two resorts is that it is the small enterprises that establish and lead local development of commercial whale watching.
The dynamics of the growth of the new market niche reflect the actions of individual people and also the effect of the social structures in the destination. In the case of Hervey Bay, the prior effects of the growth of environmentalism in Australia provided a large potential market for whale watching. In addition, the introduction of Apart from doing the first whale watch tour, they also introduced a number of innovations to the industry including whale spotting. 
Whale watch Operator
However, the effect of other individuals or organizations apart from the initial entrepreneur is also evident. These include the effect of the actions of Sea World, a marine wildlife research and visitor centre together with the impact of another boat owner and local identity Mimi Finally, the legislation determining the industry capacity was another important factor impacting on small operators.
So, then in 1990 they decided that it would become a marine park, and because we saw seven pods of whales, we recommended that no more than three boats) go through each pod so they put out twenty one permits, which was way too many and we got an influx of boat here. Whale watch operator
The development of whale watching in Byron Bay developed in quite a different manner. However, the underlying dynamics maybe described again by the interaction of individual actions and the structure of social organization in the destination. Trust. This organization has acted to reduce the commercial nature of whale watching in Byron Bay on at least two occasions. In the early 1990, a whale watching weekend festival was organised on the Cape Byron Headland. The initial success of this whale watching promotion led to unwanted impacts on the amenity of Cape Byron and as a result the festival was discontinued. However, in the case of whale watching in Byron Bay, a different set of circumstances meant that entrepreneurs were not able to develop marine whale watching. The major resource required for whale watching in Byron Bay, (Cape Byron Headland) was controlled by a community organization and hence removed from commercial exploitation. Because the local community was aware of whales and was pro-environment the community also had a number of values and beliefs that were inconsistent with commercial whale watching. As a result, whale watching in Byron Bay did not develop into a specific commercial activity. However, it may be examined as the action of individual people within a community structure.
The actions of an entrepreneur have established a niche tourism market in Hervey Bay. However, imitation by competitors in Hervey Bay is inhibiting the potential for further growth. The nature of the product in Hervey Bay is undifferentiated making it difficult to attract new market segments. Furthermore, the competition is increasing as other resorts on Australia's East Coast have also developed whale watch tourism based on similar types of boats. Hervey Bay's special advantage is that the whales stay for periods of up to a week in the area rather than passing on their migration as is found in other destinations. There are a number of potential areas for development of new products in the region but there is little evidence of it. In fact competition in Hervey Bay appears to be hampering further growth. 
